Abstract: Ethical leadership in any organisation is expected to come from the top. With business leaders taking a real stand on ethics, it is imperative that business schools instil strong values into their students. Deans of business schools must exhibit these ethical values to provide an example for faculty, students and staff to emulate. This study is an investigation of the ethical values of deans and associate deans in ten business schools in Canada. The results portray the ethical inclination of business school leaders even with substantial monetary gains to be made. The moral climate as a result is discussed to provide further insight into the implications of the ethical values of these deans. Results indicate that although deans in Canadian business schools generally frown upon unethical behaviour, there are some fuzzy instances that still lead to questionable decisions and inconsistencies across the group.
Introduction
The issue of ethics is one that has received a lot of attention in recent years. It is a fundamental issue that is of concern to all business professionals as they face ethically ambiguous situations that require them to make sound decisions. For healthcare and medical professionals, among others, the issue of confidentiality ranks very high.
For lawyers and engineers, there is the issue of being socially responsible and honest (Stiles, 1998) . In business, major scandals involving governance activities such as insider trading, accounting irregularities, toxic waste, dumping and sexual harassment are only a few of the potential time bombs that exist.
Some high-profile corporations and individuals are now synonymous with unethical behaviour (e.g., Enron, WorldCom and Martha Stewart, to name a few). These celebrated cases created a media frenzy. In response, the US Congress approved the Sarbanes-Oxley Act by an overwhelming margin to reduce the conditions that lead to financial failure and to restore corporations to financial health and integrity through sound risk management and accounting practices.
However, the threat of corporate malfeasance continues to weigh on investors' trust of the marketplace. While businesses and their auditors proactively retool their focus on governance and transparency, the Association to Advance Collegiate Schools of Business International (AACSBI) board of directors established the Ethics Education Task Force in 2004 on the premise that the crisis in business ethics is not only a challenge for corporations but also an opportunity to strengthen management education. At issue is no less than the future of the free market system, which depends on honest and open enterprise to survive and flourish.
The main principle of business ethics is to provide guidance and assist an individual when making a complex and ethically ambiguous decision. Ethics is seen as character, responsibility, moral obligation and social justice. Ethics constitutes the set of values and beliefs that one holds (Manning, 1993) . Even with the guidance of disciplines and professional organisations, making an ethical decision is still a complex process as it involves emotional and painful choices. The solution then, is to address these complex questions by developing policies that will require professionals to use knowledge, awareness and skill to make the right decisions (Stiles, 1998) .
In businesses, corporations are responding positively to the growing interest in ethics and are concerning themselves with ethical issues that were ignored as recently as 20 years ago. There was a vague idea of what typified right and wrong conduct then, but corporations today are choosing to set up formal ethics departments to address the need (Cordtz, 1994) . The increasing pressure from customers, government and employees is a key force motivating corporations and businesses to uphold ethical standards (MacMillan, 1995) . According to a study conducted by the Centre for Business Ethics at Bentley College, approximately 90% of USA's largest corporations have a written code of ethics, one-third of them have a designated ethics officer, and one in five has an ethics department designed to monitor and uphold ethical standards (Cordtz, 1994) . Corporate ethics programmes are set up to respond to the increasing pressures from customers, governments and competitors to educate employees about the values of their company, reduce the odds of ethical malpractice, and to establish systems that require compliance (Cordtz, 1994) . Companies are discovering that responding positively to ethical issues is likely to improve their public image as well as profits. This fact is encouraging corporations to make outstanding efforts to follow ethical guidelines and their dedication to upholding standards are clearly portrayed through their mission statements (MacMillan, 1995; Bart et al., 2001) .
The ethical climates of corporations are generally established by senior management and aim to shape the organisation's attitudes towards moral principles. Research has shown that corporate executives today hold very strong values and are eager to bring those values to the workplace (MacMillan, 1995) . The guidelines that they set serve as a guide for all business employees and outline the authority, hierarchy and norms of appropriate behaviour expected of employees. These guidelines are depicted through the corporation's code of conduct, top management philosophy and the values held by the original founders or owners. It has been shown that formal codes are more effective than informal rules, however, on an informal level, to be effective, management must show a strong commitment to strong ethical standards to set the tone for it (Rozensher and Fergenson, 1994) .
Ethics in management education
Few professions have been immune from public embarrassment and accusations, but some -such as MBA graduates -have become the target of highly visible publicity in the wake of corporate travesties. While there have been business scandals throughout the last century, the recent debacles have brought the focus to ethics and business schools. Some critics have charged business schools with teaching students to bend the rules to make the numbers. Others have maintained that business schools gloss over ethical conduct in examining business transactions and might go so far as to encourage students to bypass policies, procedures, and even the law, to ensure favourable financial results (AACSBI, 2004) . The international accrediting body of business schools and their graduates goes on to say: "To be sure, business schools cannot be expected to assume total responsibility for ethical debacles in corporations and throughout the business world. Education is hardly the sole determinant of human behaviour, and responsibility for ethics education is not the exclusive province of business schools. Nonetheless, ethics education has always been part of business curricula; and AACSBI accreditation standards have long mandated that ethics be taught as part of management degree curricula." (AACSBI, 2004, p.9) The pressure on corporations to educate themselves regarding business ethics is a major factor in the increase in the number of schools offering ethics education. Even though not all schools have a designated course to teach business ethics, the issue is covered within the curriculum. From 1975 to 1980, there was a fivefold increase in ethics courses in US business schools. This increase is a response to the managerial need for ethically inclined employees (Cordtz, 1994) . The increase in the number of business schools in North America teaching ethics is largely a result of the private sector and scandals of the late 1980s (MacMillan, 1995) . As a result, the cynicism expressed by younger generations for corporate practices is greater than ever and makes them less pessimistic about the future (Webber, 1990) .
The number of consultants, textbooks, case studies, seminars and conferences dedicated solely to the topic of business have increased dramatically in the past 20 years as well. To satisfy the need for knowledge, academic journals such as Business Ethics, Journal of Business Ethics, Business Ethics Quarterly, Business and Professional Ethics Journal, and Business and Society Review are a small sample of the amount of literature on the topic (Cordtz, 1994) . The nature of internalisation of values makes it extremely difficult to find a common ground in the perceptions of individuals towards ethics. Even though it has been proven that ethical values and beliefs are instilled in people as they are raised, it is generally agreed that education in business education is the beginning of the attempt to instil ethics into society (Manning, 1993) .
As ethical standards are set through upper management, it is correctly assumed that business educators and deans are responsible for setting the ethical tone in their institutions. As leaders, one can only demonstrate strong ethical leadership by exhibiting ethical standards through their daily practices and leadership (Manning, 1993) . In this case, the term 'leadership' refers to the universal functions of communication and knowledge management (Bontis, 1999) . In order for academic leaders to demonstrate their commitment to strong values, they must have strong central values themselves and it is only through action that one can adequately demonstrate true dedication. As leaders of business schools, deans are expected to display strong ethical values in order to set the ethical tone of the institution. Outside of their normal concerns of sustaining enrolment, fund-raising, dynamic community relations and launching innovative programmes, deans must also deal with how well they are maintaining ethical standards (Halfond, 1990) .
The increasing pressure of deans to respond to the growing strain of fund-raising in the USA is well documented by a study by Siguaw et al. (1998) . Their objective was to investigate the ethical values of business academics in US-based AACSBI-accredited schools. The purpose of this present study is to extend that research and conduct a similar investigation into the ethical values of deans in Canadian business schools. The literature review will provide a historical background and fundamentals of the ethical theories and research conducted that explains the process of ethical decision-making. The methodology provides an overview of the instrument used for the purposes of this study while the sample characteristics provides an in-depth description of the respondents. The following sections outline an analysis based on the findings, discussion and conclusions.
Literature review
The literature on ethical theories is overwhelming. Instilling ethical values is a process that involves socialisation and internalisation of moral values. Generally speaking, ethics theory is based on two schools of thought: teleological ethics and deontological ethics.
Teleological ethics is established on the moral worth of actions and is determined solely by the consequences of one's actions (Beauchamp and Bowie, 1979) . The most widely studied example of teleological theory is utilitarianism. Utilitarian ethics is based on the idea that one should "act so as to produce the greatest good for the greatest number" or so as to maximise the good for all. This consequentialist approach is concerned with the results of any actions and as long as the consequences are good, then the actions must be good (Poff and Waluchow, 1991) . The maximisation of good is through efficiency, which in business means to maximise profits with the least amount of resources. The resulting production of goods is presumably intended to provide the greatest good for the greatest number (Beauchamp and Bowie, 1979) .
On the other hand, deontological ethics is not based on one fundamental obligation but on the idea that one should "act so that you can consistently ensure that the principle of your action is universalised". This future-oriented approach is based on three formulations: 3 the idea that one's actions must always serve to allow others to act rationally (Poff and Waluchow, 1991) .
A deontologist denies that the consequences of one's actions are what determine the rightness and wrongness of an action as the concept of duty is independent of the concept of good. The moral obligation is determined by a principle or general rule that defines how individuals perceive their actions and their reasons for performing them. The test of morality then is determined not by an assessment of consequences but by judging the coherence and consistency of the principle that one proposes to act on (Beauchamp and Bowie, 1979) .
Ethics education
Businesses reward their employees based on the outcomes of their efforts; therefore, there is a primarily utilitarianism approach to doing business. Organisations may encourage unethical behaviours by promoting the final outcomes as more important than the means used to reach them (Siguaw et al., 1998) . To understand how ethical theories are taught, one must understand the structure of ethics education and the role of deans as its leaders. The issue of ethics education is very controversial. One argument is that ethics cannot be taught in a classroom since ethical standards and moral values are developed as a result of upbringing. Those who support the need for ethics education argue that formal education will enable students to learn how to deal with ethically ambiguous situations (Cordtz, 1994) . There is no generally accepted theory of business ethics, however, it is treated as a study of moral reasoning. Scholars recognise the importance of business ethics as the foundation of sound, profitable and successful companies. Business educators, who include deans, professors, and chairpersons make a deep impact on future business leaders and can offer an insight into this growing phenomenon.
With regard to moral and ethical issues, business educators employ a wide variety of methods to facilitate ethical decision-making. These include monitoring through ethics committees, university-wide codes of ethics and dealing with problems as they arise (Fraedrich, 1990) . In order to integrate ethics into the business curriculum, educators must develop procedures to increase the awareness of ethical dilemmas, develop a framework to shape how students will incorporate ethics into their decision-making, and develop methods for integrating ethics into the system through the actions of faculty members (Sherwin, 1992) . Research has shown that business students have a strong desire to pursue financial success, therefore their ability to put profits as secondary in any ethical situation is less likely than other individuals (Halfond, 1990) .
The values among students have changed dramatically from 30 years ago. Today, there is an increasing feeling of individualism, greater materialism and less reliance on religious beliefs and practices. Changing values are significant because they allow one to understand the motivations of individuals in the workplace and the values they attribute to certain aspects of their lives (French, 1997) .
Business ethics have two elements, the theoretical principles and the application of these principles in the improvement of ethical reasoning. Business ethics base their moral decisions on the theories and principles of philosophers that deal directly with ethical behaviour and explore the basic principles that determine whether their behaviour is right or wrong (Glasbeek, 1990) . For deans of business schools, several factors play a major role in determining how decisions are made. The structure of the organisation, the opportunity to engage in unethical decision-making, and the ethical standards of the institution are all variables that influence how deans make their decisions (Siguaw et al., 1998) . The general sentiment that 'ethics is ethics' and 'business is business' assumes that even academic educators do not necessarily have to uphold moral principles and should conduct their daily practices as any businessman would and keep maximisation of profit as the highest priority (Beauchamp and Bowie, 1979) . The ethical principles of deans are therefore more important than ever as they determine the ethical climate of their institutions and are responsible for instilling strong values among business students. The objective of this study is to analyse the perceptions of deans of Canadian business schools using various hypothetical dilemmas.
Methodology
A list of all of the business schools in Canada was generated using Canadian Business Magazine. Several schools on this list were removed because they:
• did not have an MBA programme
• did not use the GMAT exam for admission
• had not been in operation for at least ten years.
This left a sample size of 31 business schools that were targeted for data collection. A contact name and address for each dean was generated by searching each business school's website.
Questionnaires were then mailed with postage paid return envelopes, to the deans in the 31 Canadian business schools. They were asked to complete the surveys anonymously. Five completed responses were immediately returned, and with a reminder e-mail a couple of weeks later, an additional five were received, yielding a sample size of ten respondents and a response rate of 32%. All respondents were married and had on average two children. Their ages ranged from 43 to 53 years with the mean age of 44 years. Of the ten responses, half were actually completed by deans while the other half were passed on for completion to the associate dean. On average, respondents had held their positions for three years. Respondents had previously worked in academia for an average of 15 years and all of them held doctorate degrees in various fields including finance, organisational behaviour, management information systems, strategic management, management sciences and accounting.
Survey instrument
The survey instrument was designed to measure and evaluate the ethical perceptions of deans by requiring them to respond to various situations. Their responses described how: (1) they felt about their personal actions, as well as (2) how they felt about other deans' actions. The surveys were targeted to show differences in the decision-making techniques used by deans when faced with ethically ambiguous situations and was modelled after a similar study by Siguaw et al. (1998) targeted to US business schools.
The questionnaire consisted of five scenarios that presented the kinds of ethical dilemmas that deans are often faced with. Two versions of each scenario were presented with variations made in the variables, such as dollar amounts and the nature of the relationship of the subjects. This differs from the previous study in that two different versions of the surveys were not mailed out but both versions were mailed to the same dean. The complete scenarios are presented in the Appendix. Following each scenario, deans were asked to answer four items as follows:
• In my opinion, this action is (1 = totally unethical, 7 = totally ethical)
• In a similar situation, I would participate (1 = strongly disagree, 7 = strongly agree)
• Business school deans generally participate in this type of activity (1 = strongly disagree, 7 = strongly agree)
• A dean who participates in this type of activity should be (1 = forced to resign, 7 = rewarded).
The first two items were intended to measure their willingness (as well as their perceptions of their peers) to participate in unethical behaviour with different rewards reflected in the payoff matrix. The third element was used to measure their perception of level of ethics. The fourth element was to measure the perception of the level of punishment that a dean who was found acting on unethical grounds should receive. This last point would also allow analysis to be made on the correlation between what was perceived as unethical and the corresponding punishment attached to it.
Results
See Table 1 for a summary of all results. Scenario 1 is related to a 'Dean who clears a disciplinary action from an academic record'. An overwhelming majority (80%) of respondents viewed the action of clearing a student's disciplinary record for a contribution of $1.5 million as 'totally unethical', but only 70% thought it was 'totally unethical' if it were removed as a favour to a friend. Although 80% of respondents felt they themselves would never participate in such unethical activity, they felt that only 20% of others would never participate. This difference illustrates the perception of each respondent's own higher level of moral standards.
One respondent indicated that there might be a possibility he would clear a record for $1.5 million but not for a friend. Finally, 40% of deans indicated that the dean in the scenario should be forced to resign if he accepted the contribution, while that number decreased to 30% in the case of the friendship. An interesting point here is that even though they felt that the decision was totally unethical, the level of punishment did not necessarily align with the act.
Scenario 2 is related to a 'Dean who admits an unqualified candidate'. This act is perceived to be 'totally unethical' by only half of the respondents when it is done for a close friend and even less (40%) if it is for a major contributor. While none of the respondents indicated that the act was ethical, there were some respondents (20%) who claimed it was only questionable if done for a major contributor. While half of the respondents said they would never participate in such an unethical act, one respondent said she would in the case of friendship and for a major contributor. In fact, while respondents were generally loathe to participate in this act for themselves, they perceived that 70% of other respondents were either indifferent to or would go ahead and admit the qualified candidate. While none of the respondents thought that the dean in the scenario should get rewarded for this action, only 20% thought she should actually be forced to resign if the favour were for a friend and 10% if the favour was for a major contributor. Overall, 20% indicated that there should be no punishment at all and this figure rose to 30% if it was to preserve a life-long friendship. Table 1 Summary of all results for Scenarios A and B 
Forced to resign No action taken Rewarded
A dean who participates in this type of activity should be (A/B) 1/1 2/2 0/0 7/7 0/0 0/0 0/0 Scenario 3 is related to a 'Dean who accepts a backdated cheque from a contributor'. Half of the respondents were indifferent to the situation in the case for $10,000. However, this dropped to 40% in the case of a $200,000 cheque. Whereas, 40% of respondents claimed they would personally accept the cheque, only 30% felt that other deans would, regardless of the amount. Only 20% of the respondents said that this action was totally unethical regardless of amount. Finally, half of the respondents in this case felt that no action should be taken for accepting a backdated cheque regardless of the amount. Scenario 4 is related to a 'Dean who personally keeps a willed bequest'. The results here were bipolar. Whereas, 80% of respondents thought the action was unethical for either sum of money, 20% of respondents said that the action was totally ethical in both cases. Whereas, 40% of respondents say they would personally not keep the bequest, 50% of respondents said that other deans would. Half of the deans in either case felt that no action should be taken towards a dean who kept the bequest for himself. Only two deans in either case felt the action was unethical enough to force a dean to resign.
Scenario 5 is related to a 'Dean who accepts a donation in exchange for information'. This scenario was split down the middle; half of the deans indicated that the action was ethical to some degree while the other half felt the action was unethical to some degree. Whereas, 40% of respondents agreed that they would participate in the exchange regardless of money, 40% disagreed that they ever would. Finally, 70% of respondents felt that no action should be taken against the dean who handed over a list of faculty and administrators' names.
Discussion
The aim of this study was to investigate the moral standards of deans in Canadian business schools and to provide some insight as to how deans make their decisions in indeterminate situations. As leaders of business schools, deans through their actions are more likely than any other member of the institution to have the greatest influence on the ethical tone of the organisation. There is increasing pressure on deans to raise funds for their institution, which makes them partial to situations where they may receive a substantial contribution in return for unethical favours.
Overall, the responses to the scenarios were positive in that the overwhelming majority of deans felt that all the actions were unethical to some degree. The previous study that was based in the USA found that deans relied on a teleological theory where the greatest good for the greatest number was the only obligation of individuals. In the US context, deans were found to be more partial to doing the action if the amount involved was significantly higher. Canadian deans however, relied on a strict deontological approach (Beauchamp and Bowie, 1979) . They were more concerned with whether the action itself was ethical as opposed to concerning themselves with the monetary gain or the consequences involved. They followed the three formulations previously discussed by focusing on the general rules as opposed to the consequences involved. Regardless of the positive benefits offered, Canadian deans felt that unethical acts were wrong. This reasoning is expressed in the willingness not to participate in any of the scenarios they were presented with.
Even though removing a disciplinary action from a student's record was seen as completely unethical by an overwhelming majority, there was some doubt as to whether other deans were participating. This reasoning is consistent with the utilitarian approach where the action is intended to maximise the greatest good for the institution. In the case of accepting an unqualified applicant for a friend, only 20% thought the dean should resign if the favour was done for a friend and 10% if the favour was done for a major contributor. Clearly, there is a general feel that most of the respondents felt that no severe punishment should be enacted. There is still the sense that it is fine for the dean to still keep his position. In fact, one respondent indicated that the action was ethical if the favour was done for a major contributor.
Another interesting finding of the study was the fact that punishment did not adequately relate to the perceptions of totally unethical actions. In Scenario 1, 80% of deans indicated that the action was totally unethical, yet only 40% of them felt the dean should be forced to resign. In Scenario 2, 50% of the respondents felt that the action was totally unethical, yet only 20% thought that she should be forced to resign. Scenario 3 had an interesting result because 50% thought accepting a backdated cheque was a questionable action, yet 40% of them felt that the dean should be forced to resign. Keeping a bequest intended for the school is seen as unethical to some degree by 80% of respondents, yet 50% felt that no action should be taken. In the case of the dean having an exclusive agreement with a donor to pass on names of faculty and administrators, 60% felt that no action should be taken, even though 50% felt that the action was unethical to some degree.
The fact that deans do not feel that severe action should be taken could mean that even though they see the action as unethical, they feel there is no reason to be punished harshly for it. However, when there are harsh consequences for misbehaviour, there are more deterrents not to participate in such behaviour. Nevertheless, getting seriously reprimanded for infractions is not enough to discourage unethical behaviour. Individuals need to feel a strong sense of morality and losing one's job over infringement of codes could be a bigger disincentive than any sort of punishment. One reason that deans may have answered 'totally unethical' to these situations may have been because business ethics seem to be an important issue currently pursued by the media and respondents felt a certain response bias to be consistent with the prevailing norm. Also, the low sample size does not allow one to form any clear conclusions about the ethical leadership for the majority of Canadian business schools.
Conclusion
The continuing desire of leaders of the business world to be more ethical also resounds within the dean community of Canadian business schools. This marks a commitment by deans to increasing the profile and importance of ethics in management education and practice. The issue of the teaching of business ethics is connected to the larger issue of the relationship between school and society (Singh, 1989) . While teaching ethics would not guarantee a reduction in the number of scandals, it would provide a framework for moral reasoning by business school graduates. Ultimately, the ethical decisions made by graduates in some way may be traced back to the curriculum offering of ethics courses and to a lesser degree to the ethical behaviours of their professors and deans while in school. This study clearly indicates that while deans in Canadian business schools generally frown upon unethical behaviour, there are some fuzzy instances that still lead to questionable decisions and inconsistencies across the group.
Appendix
1A. David Shaw, a wealthy alumnus and President and CEO of Shaw, Inc., who has previously donated substantial sums to the School of Engineering, offers Dean Mitchell a $1.5 million contribution to the School of Engineering, if Dean Mitchell will remove a disciplinary action from the academic record of his daughter. His daughter is currently enrolled in the School and has been found guilty of a major honour code infraction. This is a first time offence and Dean Mitchell is also aware that upon graduation the daughter will work for Shaw Inc. Dean Mitchell also believes that not granting this favour may hinder continuous donations from the Shaw family in the future. Dean Mitchell accepts the offer and clears the record. 
A: Key points

B: Key points
1 Dean accepts $20,000 donation and subsequent payments of $1,000
2 Dean hands over list of faculty and administration
